HOW DO YOU CREATE LASTING
ORGANIZATIONAL CHANGE?
YOU MUST FIRST SLAY
GRENDEL’S MOTHER

: : Susan L. Manring

ABSTRACT

The study and successful application of organizational change strategies
is assuming an increasingly timely relevance in this era of rapid change
and increased pressures for competitiveness. Organizational change,
whether focused on people, structure, processes, or technology, is inextri-
cably linked with culture change. Much of the practitioner-oriented
literature on organizational change treats culture as a tool that can be
controlled, manipulated, and integrated by a senior management team and.
consultants. This paper draws upon lessons learned from cultural anthro-
pology and organizational theory and offers a more complex view that
takes into account the strength of organizational subcultures. A framework
is presented for creating lasting _organizational change that incorporates
an appreciation for chaos theory. Secondly, the underlying organizational
dynamics that defeat planned change efforts are examined through the
unique perspective of Grendel's mother (from the Old English prose poem,
“Beowulf”). Grendel’s mother provides a provocative image to heighten
awareness of the dynamics of organizational life that defeat change efforts.
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The role of the change agent is explored as Beowulf with a ‘realpolitik’
perspective. Two examples from organization development fieldwork (a
failed effort and a successful change program) illustrate the power of chaos
theory, the force of Grendel’s mother, and the role of Beowulf in planned
change programs. By combining theory and practice, this paper seeks to
Jactlitate the dialogue between academics and practitioners about creating
lasting organizational change.

INTRODUCTION

Given the twin pressures of rapid technological change and the need for orga-
nizations to “turn on a dime” to best position themselves for regional, national,
and global competitiveness, the study and successful application of organiza-
tional change strategies is assuming an increasingly timely relevance. There is
an ongoing need for dialogue between academics and practitioners to better
understand the paradigms and strategies that produce lasting organizational
change. It is also important to understand organizational dynamics-in-action,
including the individual and collective manifestations of resistance to change
that often defeat planned change efforts. By combining theory and practice, this
paper seeks to facilitate a dialogue between academics and practitioners to
explore ways of creating lasting change that enhance organizational effective-
ness and competitiveness in the marketplace.

In the process of looking at organizational change, this paper challenges some
accepted notions in the management/leadership literature about organizational
culture. Qrganizational change, whether focused on people, structure, processes,
or technology, is inextricably linked with culture change. Much of the practi-
tioner-oriented literature on organizational change treats culture as a tool that
can be controlled, manipulated, and integrated by a senior management team
and- consultants. Given the rich scholarly knowledge about organizational
change, the advice about creating lasting change by using the handle of corporate
culture is simplistic and misleading. This paper offers a more complex

view, supported by organizational theorists and cultural anthropologists, that
acknowledges the strength of organizational subcultures and resistance to
change. ‘ :

A framework is offered for creating lasting organizational change that
incorporates an appreciation for chaos theory. While it is a powerful framework,
it does not guarantee success. The underlying organizational dynamics that can
defeat planned change efforts are examined through the perspective of Grendel’s
mother (from the Old English prose poem, “Beowulf”). Grendel’s mother
provides a provocative image to heighten awareness: she is the mother of all
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negative attitudes and behaviors toward change that are manifested as fear and
resistance. Next, the role of the change agent is explored as Beowulf with a
‘realpolitik’ perspective, while taking into account the importance of appreci-
ating chaos theory in planned change programs. Two examples from
organization development fieldwork' (a failed effort and a successful change
program) are used to illustrate the importance of working with the power of
chaos theory rather than forcing an integrated culture perspective, while
reckoning with the force of Grendel’s mother, and assuming the role of Beowulf
in planned change efforts.

LEADERS, SEERS, AND SNAKE OIL PEDDLERS OF
ORGANIZATIONAL CULTURE: CAUTIONS FROM
CULTURAL ANTHROPOLOGISTS

In the 1980s, the high level of interest in organizational culture was precipitated
in part by the growing awareness of Japan, Inc. and its perceived culture of
productivity. Ever since, American business has regarded  the intentional
development of organizational culture as a powerful weapon in the struggle for
competitive advantage. This need to consciously develop organizational culture
has proved to be fertile ground for management theorists and consultants
(for a recent example, see Ashkanasy et al., 2000, who provide a 100-page
bibliography).

While the explanatory power of organizational culture is very useful in
understanding the evolution, successes and failures of planned change efforts,
serious flaws have been identified in the basic assumptions that pervade the
management literature about how organizational cultures can be created or
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of cultures in organizations adopt one (or, rarely, two) of these three theoretical
perspectives” (2002, p. 95; see also Martin, 1992, for extensive literature
reviews). The management/practitioner literature has seized primarily on the
integration perspective which focuses on those manifestations of a culture that
have mutually consistent interpretations; i.e. a strong culture is like a “solid
monolith that is seen the same way by most people, no matter from which angle
they view it” (Martin, 2002, p. 94).

In a culture integration study, deviations from consistency, organization-wide
consensus, and clarity are seen as problems and portrayed as “regrettable short-
falls from an integrated ideal” for which remedies are sometimes proposed
(Martin, 2002, p. 99). Martin (2002, p. 100) cites a number of predominantly
integration-oriented reviews of the organizational culture literature, including:
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" equilibrium, it is less responsive to the changes that are occurring around it.
It is most at risk when it feels most secure.

* When threatened or when galvanized by a compelling opportunity, living
things move toward the edge of chaos. This condition evokes higher levels
of mutation and experimentation and is more likely to result in fresh new
solutions.

* As living things move closer to the edge of chaos, they have a tendency to
self-organize, and new forms emerge from the turmoil. This property of life,
called “self-organization and emergence,” 4s a major source of innovation,
creativity, and evolution. :

e Living systems cannot be directed along a linear path. Unforeseen conse-
quences are inevitable. The challenge is to learn how to disturb them in a
manner that approximates the desired outcome and then to correct the course

as the outcome ,::moEm.

The urgency with which organizations today undertake significant organiza-
tional change programs reflects the implicit recognition that “equilibrium is a
precursor to death.” During a planned change program, it is the role of leadership
and professional management to clearly articulate. an organization’s position
relative to its competition and trends in the market, to provide a vision of the
organization’s future, and to move the organization toward the edge of chaos.
Pascale sees the edge of chaos, “a condition of relentless discomfort,” not as
the abyss, but *“as the sweet spot for productive change” (Webber, 2001,
p. 135). The role of organizational leadership here is to allow — without
managerial control — for the emergence of new sources of innovation and
creativity, to accept that the path of change will not be linear because unforeseen
consequences are inevitable, and to incorporate the diversity of the organization
toward: constructive organizational change.

This is a significant. redefinition of the roles of organizational leadership,
management, and consultants, who too often have assumed that their job was
to design the change program (in the back room) and then sell the program to
‘the rest of” the organization. During implementation of a change program, an
organization most effectively discovers and affirms its core values and guiding
principles through dialogues with ‘its multiple subcultures. As the various
subcultures articulate their values and guiding principles through dialogues, they
expose, and therefore can explore, their cultural assumptions. The optimal
conditions for creating and sustaining this dialogue include:

* Open_access to all pertinent information, both internal and external to the,

organization. B
B Y

FUTRI—————
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» Empowerment and autonomy, balanced with responsibility for the tota
Sstem. S

* A spirit of collaboration and trust. _
« Full use of the organization’s diversity during implementation of the plannec

change program.

assaiie

When the subcultures successfully address and negotiate their differing cultura
assumptions, values and guiding principles, they are laying the foundation o
an overarching, holistic organizational culture. Hence, the paradigm that create:
lasting organizational change is a process of fostering the conditions fo.
ongoing continuous change within a well-ordered, clearly articulated frameworl
of core values and guiding principles that is nurtured and sustained by dialogue.
with all organizational subcultures.

This process acknowledges pluralism. In fact, much can be learned by consid
ering the governments of the U.S. and the newly emerging E.U. entity as usefu
models for the governance and management of today’s pluralistic organizations
While in both unions, there is agreement, in principle, about the necessity o
an overarching, holistic culture that subdues the centrifugal nature of th
multiple subcultural forces, the democratic governments of these nations do no
seek to eliminate or integrate the differentiation and fragmentation forces tha
are always at play in the cultures of both the U.S. and the E.U.

The processes that create an overarching culture and honor pluralism in ai
organization are very complex and cannot be trivialized by the assumptions o

the integrated culture perspective. It becomes essential to bear in mind both th

|
I\

differentiation and fragmentation culture perspectives. According to quantun
physics (Wheatley, 1999), and cultural anthropologists would agree, reality i
different for each of us, and so, to describe an organization is like trying i
describe a cloud in the sky. The description depends on our place and angl
of vision, and whether we are above or below, inside or outside of it. Thes:
multiple perspectives are at the heart of organizational diversity, and thi
diversity creates the complexity and opportunities that must be reckoned witl

in organizational change efforts. Several axioms (Hamada, 1989) emerge fron
S e T e Ny

an awareness of the multiple perspectives that comprise organizational diversity

« An organization is a complex and heterogeneous entity, having differen
stakeholders who hold multiple values and attitudes.
Organizational goals are never accepted or appreciated uniformly by organi

°
zational members.
 The degree of information sharing differs widely among members and acros

groups.
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O:::B_ _anthropologists remind us that rather than mxmmsm on .nzm ,nc_Eno .
thing” as a lever for increasing onmENmao:m_ omoocﬁ:owm we mrocE

L noEoBcon Emﬁ the conservative, protective, reactive elements of culture EogE% :
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UmSa <<3;m (1994), author ow The Iﬁi Aroused: Poetry and the.
wE%E&E: &q the Soul in QE..@QER America, says that EOmo‘oosmm?mgo .
protective, and reactive &anEm of culture that bury change unomgam are

_ ‘embedded in the fears of people, both 5&5&5:% and’ 8:0096_% ‘He asks

how many managers or _consultants have resolved a perceived difficulty or -
cnocmE -about a mcnoommmi change mﬁoﬁ on Em first try. The reason, he explains,
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“organization. Whyte uses Ew Old mzm:mr mSQ o_n. Beowulf, as retold cowoé.

to illustrate: his point.

f,.ﬂ%wmﬁm ago En mnozwaocm NEEQ 0m Em Old msm:mr story,
Wmoiﬁm entreated his listeners to risk. looking below the surface of their daily
“existence, into the waters of the. unconscious. Whyte describes wooic_m as a
sixth century consultant S:Pca@mwma himself to Hrothgar, the WSNE .
because the King has _uoms :mS:m great difficult é:: O.Rsao_, a diabolical
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swamp creature. In short order, Beowulf mortally wounds Grendel who then
\mgmmmmma back to die in the swamp. That night there is tremendous feasting and
gift giving, but as Beowulf and his men sleep, something else comes from the
swamp, fights off the best warriors and kills the closest friend and confidant of
King Hrothgar: Grendel’s mother. As Whyte says, the message in Beowulf's

story is unsparing:

It is not the thing you fear that you must deal with, it is the mother of the thing you fear. ‘WA.I

The very thing that has given birth to the nightmare (p. 38).

Grendel, who did not like King Hrothgar’s increased effectiveness, competi-
tiveness, and- prosperity, remains to this day as the expression of negative
attitudes and behaviors toward change. Grendel is the force, expressed as fear
and resistance, which desires to prevent planned change. This force is expressed
by varied forms of resistance to change, some subtle, someovertly hostile.
When Grendel is slain (i.e. when planned organizational change is implemented
in spite of the forces of resistance), Grendel’s mother then feels the loss of her
offspring and she reacts by attacking those responsible. Grendel’s mother is
vengeance, aroused by the dynamic of loss. After the managers or consultants
think they have resolved the perceived difficulty, .

... late one night the phone rings and the plant manager tells them that something else just
arose from the depths of managerial discontent and is destroying the production and purpose
they thought they had (Whyte, 1994, p. 38). Grendel’s mother.

While Joseph Campbell (1988) was speaking of the E&Smcm_ when he said
that if one does not .come to know the deeper mythic resonances that make up
one’s life, the mythic resonances will si rise u msa take over oso,m life,

deeper mythic resonances that resound below the surface of the organization
are not listened to, acknowledged, and dealt with, they will simply rise up and
take over any planned change effort. One intent of this paper is to delve more
deeply into the ‘mythic resonances’ that manifest as fear and resistance, and to
show by example how they can impact planned change efforts. Eliminating
&\m?:o:o:a structures and processes will not be successfully monoav:m:ma if
these mythic resonances, including the dynamics of loss that arouse Grendel’s
mother, are not addressed. First, however, it is important to remember that
mythic resonances, for example those that motivate political maneuverings, are
always alive in organizations on any given day, even when an organization is
not engaged in a planned change effort.
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A BRIEF REVIEW OF ‘NORMAL,” EVERYDAY
ORGANIZATIONAL POLITICAL DYNAMICS

A non-political perspective can lead one to believe that employees will always
behave in ways consistent with the interests of the organization. In contrast,
however, a political view can explain much of what may seem to be irrational
behavior in organizations. This is why it becomes so important to understand
the anthropologists’ perspective that organizations are complex societies writ
small; they are heterogeneous entities, comprised of different subcultures that
hold multiple values and attitudes (Baba, 1989). Anthropologists would advise
us to regard organizational culture in terms of the political processes of social
relationships from the viewpoints of individuals and subgroups. While this is
a major departure from the culture integration perspective of an organization
most often created by and for management, it is consistent with the organiza-
tional theory literature that provides multiple frames or images with which to
regard organizations, for example, see Bolman and Deal (1984) and Morgan
(1998). A political framework can help to explain, for instance why, even on
a normal day and not in reaction to imminent organizational change, employees
might choose to withhold information, restrict output, attempt to “build
empires,” publicize their successes, hide their failures, distort performance
figures, and engage in activities that appear to be at odds with organizational
goals for effectiveness ‘and efficiency. Certain organizational structural and
process factors (Ferris et al.,.1989) not only contribute to the political behaviors
of individuals and groups, but actually increase their natural political proclivi-
ties, including:

B,

e Climate of low trust;

* Role ambiguity;

* Unclear performance evaluation systems;

e Zero-sum reward allocation practices;

¢ High pressures for performance;

» The structure of rewards and punishments;
 Organizational tolerance for risk vs. uncertainty avoidance.

Two other factors that may be less intuitively obvious than the above include
acceptance of conflict and democratic decision-making. If an organization
accepts conflict as inevitable and even necessary, it is more apt to formally or
informally provide and support the necessary skills to make conflict a functional,
as_opposed to_dysfunctional, organizationa cess,. If democratic decision-
making is becoming the cultural norm of an organization but is not fully
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w.oEnEcoE:m that Eg% of the above dynamics are mmsﬂm:w at éo% in :_w”,
mm:% life of an onmmEchou increases appreciation for what can :mvcns to Sommm
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 rest of Ea OHmmENm:os is more or _mmm focused on “me” issues. Eono is érm:_
L ,Qnmsa&,m mother emerges: she i is Eo mother of all negative attitudes m:& behav-
: S msmo Ema B.m Em:ﬁmmam as fear and Rm_mnmsom. For Q:w:am_.m .

’ issues. She comes out of the mém:_w to. mmow revenge,
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Loss of or threat to mm:.mmﬁoﬁ and mm:o.mmmomo% v

¢ Loss of ocsmmasom in one’s inner locus of control.

Loss of oonmEQ about job mooc:Q and income.

~ control.

,no:ov in ,onmENm:osm_ mndonﬁ.wm msa wBOmmmmm

uzmﬂ as E&Sa:m_w can react sommcé_% to Emsama ormsmo efforts and mOo:ma
o_umommzm_% on ‘me” issues, so can groups or subcultures of :6 o:wwENm:o:.;
All change Bmmsw loss, and many sources of individual and maoEu power and
resources are EQSSE% 532@:3 changed, or lost through planned change -

efforts csgmm:,, 1998, p. 163). Organizational change can be a frontal assault

on mmﬁmc__mroa_wcﬁnnm of reward, legitimate, or expert power, and directly affect :

who gets Sr& when, and how. Hence, planned change exacerbates normal

manifestations of wo::nm: G@rmSo_.m because sources of power and resources.

are always altered through E&Ema change efforts. What activates Grendel and

Grendel’s Boﬁou is: the &mEm:o: of omgz_mrma political cm:mSoa and the

8 ,Hmanozamsﬁ &5»5_8 of loss.

- issues, fed 3 the
‘dynamics om,,_omm anwsm&.m Eo_&m_.v H.m EmEmomﬁma az::m NEE@EQ:mnos of -

Loss. oﬁnonmamaoo in Eo mS_uEQ\wR&ng:Q of one’ s oﬁﬂ:u_ 89,% v

Fear of the ==w=o$5 Eo_cQEm Eozwmmoa mBEmEQ, _Eom:m::ur _Omvx&
..mmn::ﬁ and Em&og_u_o sources and wm:o:a of omcmm:Q 902 EEMm are

L ncmmn for qu:co:o _EEQS:Q
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: v , Zou.mmz mcmmnma Eﬁ we should Rmma Ea 8_@ om Em ==oo=mo_o=m E onmE-.,
S Lo zational life as a _c:a of :Emow hole,” that om: méw:oi and’ :mv Eo energies .
i of vaov_n (1998, p. 205). Certainly,: o&w:ﬁmﬁo:& o:mzmm Eﬁmﬁm E_m black:
o hole v:asogn:o: by E:oa:ﬁ:m ?o::mm similar in construct to. :_ocBEm a

i ,dmmE The “black hole” of unconsciousness o_.omﬁa by o_ﬁmmENm:osm_ change
- can be further ::aoaﬁooa 3\ examining the @:mmn for mv\B_uo:o ::So:m:Q .
: .,IQRE :nw the most ::monma clue for. ::aonmﬁmna:wm Q:w:mnﬂ mother.

~In a seminal work, The Denial of Death, for which he won the Pulitzer v:va‘

o mn:omﬁ ‘Becker (1973) R_Eo_ﬁ:wﬁa the mnoca_ms anQ of Swnommma mmxcm_:w. .
ik : ‘and Tinked m@&.w to. Em&mncmemm <=Emn&:=< -and mortality. ‘Becker’s work,
e ,.‘,._22323 anamr the oﬁm:_wmso:m_ cnnmvoosé of Morgan, msmc_aw,.zm.ﬁo,

wcsamnmmmna organizations and :Eor om oﬁmms_mm:ocﬁ cormSon 5 8an Om a

,5 Bamczm OammENmsonm ‘we. create mgoERm Om moQSQ Eﬂ mnm _mnmo_. Sm: :
life and that often survive »dn generations. . E = ,
s In coooBEm Eo:nmoa 53 such OnmmEchosm Sw oEmo?mm m:m E@ﬁ::m
- and permanence. = ,
.-As we invest ocnmm?nm in our, <<9.w ocn norwm conoﬂn our nmw::mm msa as
‘we objectify ourselves i in the goods we anco@ or the money we make, we

- make oEmm?om Sm__u_m MSQ _dm_ 8 oﬁmm?nm GSOH%E 1998, ,Eu _P_\.va

“In oBm::m a SQE Emﬁ can cw vmaomzmm as o_u._moc<o m:m Bm_ we wmmns the ©

~ concrete and real nature of our own existence. Thus, in _oEEm with others in
_ the creation of an onmmsﬁm:os of mgnoa norms, cmromm ideas, m:& @Bonoom :
. E&Sacam and groups attempt to locate themselves in moEmEEm larger and
- more enduring — in a quest for immortality. Awo_sm a little less reveren

actually refers to all symbolic monument building a. _EEonm__Q schemes.”
The senior management team and EGPoEQm who have committed to the planned

.nrmnmm effort may now perceive that they have created a new and even better
;_EBonm:Q scheme, but many others in the organization will now mo@m on the

“me” issues and mourn the loss of the familiar. While Snmm ‘me” i 1ssues’ will

.,oonms_v\ include immediate concerns about job security, income, and estab-
. lished performance routines, these i issues are fed by the underground stream of

fear about losing one’s nmEc:w:om sense of oozmmgow competence, and identity

(131

(i.e. osam, ‘immortality scheme”).

The fear and resistance to change (Grendel) Smn is @xE@wmna by EQSQcmE
and groups during times of organizational change _m.remrnnzma by the more or
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less unconsciously perceived threat of destruction or death of an established
quest for meaningful, purposeful life. This perspective provides a fuller appre-
ciation of the dynamic force of Grendel’s mother when she appears to wreak
havoc and revenge during planned change efforts. Nothing less than the quest
for symbolic immortality is truly at the heart of the mythic resonances that
Campbell, Whyte, Becker, and Morgan, each in :/wm own way, has written about.

THE ROLE OF THE CHANGE AGENT IN CREATING
LASTING ORGANIZATIONAL CHANGE

Grendel and Grendel’s mother — resistance to change and vengeance aroused
by the dynamic of loss — are always lying in wait midst the sources of tension
that exist when a complex, heterogeneous organization undergoes change. While
dealing with Grendel, the force of Grendel’s mother — lying below the surface
— cannot be underestimated. There are additional lessons to be learned from
the story of Beowulf about confronting Grendel’s mother. What sorts of insights
and courage does it take for change agents (whether managers or consultants)
o dive below the surface of the presenting problems facing an organizational
change effort and confront the mythic resonances, including ing the depths of fear pths of fears
and resistance of individuals, groups and subcultures in the organization? Whyte
wonders what enabled Beowulf to go down into the lake — “surely Beowulf
possessed no'immunity from insecurity” (Whyte, 1994, p. 46). Beowulf was
‘certainly armed with courage and wisdom, but so were all the great warriors
who accompanied Beowulf to Denmark, and none of them was able to descend
-into the depths of that water to wrestle with Grendel’s mother.

ot

To arm himself, Beowulf is given the helmet of the king, and a great and famous sword,
Hrunting, but as the story makes clear, these do not help him except to bolster his courage
in entering. At this point Beowulf’s power seems to have more to do with a process of
disarming (Whyte, 1994, p. 46).

Beowulf finds that both the helmet of the king and the great sword are useless.
Whyte suggests that the “glamorous but useless sword” may represent the
attempt to rely inappropriately on technology at a crucial moment fp- 55). One
could also see the helmet and sword as the “managementcentric” perspective
on what organizational changes are needed and how to best implement them
down through the organization. Once Beowulf is alone at the bottom of the
lake, he is forced to throw away what he brought with him and wrestle
barehanded with Grendel’s mother.

ronwnn_Sm.u:o::manm&.:ﬁon:&amon.53\E:&_omio:wamns,E_a_.nmnoi::maam. \
glowing on the wall, an unknown but marvelous sword. He breaks the chain on its hilt, and

with a sudden blow, kills Grendel’s mother with the glowing blade (Whyte, 1994, p. 54). ,i.
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Meanwhile Beowulf’s friends wait at the water’s edge for a very _osm :Bm and
:sm:v\ mZo him up for m@ma Similarly, when an o_mm:_Nm:o: mOnm ﬁ_:ocmr

temptation is to not follow-through, to give up and revert to old ways, or to
stand on management prerogative and cancel the change program out of
impatience and frustration.

The important point of the Beowulf story which Whyte brings out is that

““Whatever is needed for the moment of truth in those dire, deep places seems
brought to view only on our arrival at the very bottom* (p. 56).

Beowulf's final struggle and grasping of the luminous sword {which he finds in the lair of
Grendel’s mother at the bottom of the lake} must be seen as the vital and necessary ability
to shift shapes at the crucial moment and grasp the opportunity offered. Traditionally
rehearsed speeches fail to win agreements during difficult negotiations. The prepared i
speeches, talismanically, like Hrunting, may take you down, into the. thick of it, to the

monster that lies between you and the other side, but once there, you must rely on the gritty N
truth you pluck from the very walls of the meeting room to bring the wrestling to a conclusion §
(Whyte, 1994, p. 56). T -

e

How can we relate the lessons learned from Beowulf’s experience to disarming
the mythic resonances that manifest as resistance, in the service of creating
lasting organizational change? Whyte tells us that, like Beowulf, change agents
today must have the courage to dive open-mindedly into the depths of the
mythic resonances of the organization to find and listen to the gritty truths
harbored by individuals and the diverse and fragmented organizational subcul-
tures, and_while there to shift shapes and grasp the opportunities offered.
Sometimes_in_working with these gritty truths — in the spirit of seeking order
without control — the shifting shapes and opportunities come together in ways
that facilitate progress toward implementing the change program.

However, while in the depths of the EVAEO resonances of the organization,
the change agent also needs the ommmm\m@.hp rage fo realistically appraise the power of
the restraining »,.opomm that oppose change and the “vengeance” that will be
unleashed. Here we can learn from former Secretary of State, Henry Kissinger,
who articulated and practiced realism in politics during the cold war era
(Fukuyama, 1992, p. 246). (For earlier formulations of realism in politics, see
Niebuhr, 1932; Morgenthau, 1985.) Kissinger advocated a dispassionate
balancing of power (the gritty truth) that was free of considerations of ideology
(imported from the surface), or revenge. His model of power politics (realpolitik)
sought first of all to maintain a balance of power; secondly the model posited
that friends and enemies ought to be chosen primarily on the.basis of their
power, rather than on the basis of ideology; and third, that it was more impor-
tant to look at capabilities (for war) rather than intentions (of peace) (Kissinger,
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 be ormcmma Period. The following. examples from organizational ao<&ov89= ;
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i Emm mvoﬁ nrmcm Smoa\, 822»:8 to n:mzmo and the 3~o of Eo ormsmm wmoE ;

EwmmOZm b@wﬂZ@G EaOg >Z W%U H>w

, 5 the Ea GoOm Sm consultants were ESSQ to work e<:r the :95% mcvo::mg

~ vice president of a 125-person R&D lab in a division of a E&Q corporation -

in the chemical oom::mm industry. Prior to the hiring of the new vice E&Eni
a combination of events had Qomnan considerable tension and low morale ‘in
the lab, EoEQEm (@) a long traumatic period of indecision about whether or
~ not to relocate the lab to another state, closer to corporate :mma@:u:onm“ AE the
_dnoE Emamzn_sm of the og:m_ research function and the co- -location of

,.,,;aa not. nomma fundamental technica
. more as an academic research lab and paid little attention to EoEmEm in the’
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- o the wgﬁo& plant, resulting mHoE a lack of i u<om~52= in Em wmoEQ aE.Em the

conoa of indecision about thy ab _onm:o? , -
At the same time, there. ‘was aosczm Emmmnmmmo:oz in a_:m ESm_os S:r Em
m_u::v\ of the R&D lab to 8%8& to 8;62:20 orw:osmom Just a mos wom:.m

o ,,.EoSo:mG, the SEE_ Rm@ﬁo: m::oﬁoz of this division Eo<aa into 9@ mmn::% :
~ that had been ?E ooozvaa 3\ the amé_OﬁBoE mno:@ ‘In a very real sense,
~ development had to make 805 mo _.mmomuor .H.r@ a:.mnﬁo_.m of nmmmm_.or ‘and

" L zorm:% H:mzw Em_n no QB,_omcom _uogmo: the two. maoz_um, no .,B:: Eo_u_,ns._,_.

analysis or Eo_u_mE mo_Ssm Um<o_o§=m=n was mOo:mmm on the customer and
yroblems: 8 _.mmmmnos W@mmﬁor O@Qmﬁm.

field. m<n=Em=<. Eo oo::::mm poor: cmn,onswnoo of ?.omcnmm in the mmE mcn.

- | - 'the serious .m:g:os of the Emmama of Ew division, and 5@8 were m_mo,_m
Sl noauon:n concerns muoﬁ En aoéaoss in 38 of mnos&_ and wﬁoma As aresult
- | of these concerns, a new vice Eomama of W.Eu was recruited from a ooBvoEon :
- because of his proven omvmc_:anm to. @mmaocsmw Em:mmm Em mnmomnos and devel-

~opment functions. He was charged with the task of mo_S:m ?oEan ,SE.;
existing Eom:oa and moo&o«m:sm the am<o_ov5mﬁ of new products. :

‘:6 -new. vice Enmaoa mmnmm m@<ﬁ.& B&On ormzonmmm ::95 ,Em .,W%&u;_

e O<Qoo55m Eo %E& Om some of Em &820% and Emummnnm msa oosSuoEm.

them (with Ea mEEo m<»;m€o %S é—:or had cmg ignored) that Eﬂ.o were,

| mmor.mnéa EoEoEm ,SE existing an:oﬁm and that competitors were
. moving m?wma more. EE&% in the mo<o~o_u5gn of new ancoﬁ S
e ,Qomcsm support for a flatter, nEcoiaRa OammENm:on and a radical «m.H:oEn; ‘

change involving the nwooo:é Jintegration - of -research mnm,.,m@<&358ﬁa

L professionals and technicians in Ecaco?mon:moa teams.
S Fnoa:o_sm a mote rigorous mo_msﬁ_mn discipline (root Scma m:m_wma NEQ

mﬂEoEﬁ\Eo_uan _.o_w:osmr%mv into the product development process. -

= Increasing the lab’s capability to Hmmo?o longstanding problems 59 Eomcoﬂm

in 5@5&_8658 and reduce nné an:& uo<o_owBoE ova_om by half.

m:Q tly after the new vice E.nmam:n was hired, the ESm_o: level ::Bm:.nmmo:noo =
director mo@:m_sﬂoa him with the nosmc_nmss mmz_o_,, survey of the lab. The vice

.Eomami saw the survey as an opportunity to become data-driven in ‘approaching
- this oHMmENw:onm_ change program  and rm then invited the consultants to
participate in the design and _BEmEaEmzos of the change process. The need
for major strategic and structural changes in the lab émm,?:% recognized and
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supported by the division president (who had been directly responsible for
bringing in this vice president). All conditions seemed right for an accelerated
change process. The program had sanction from-the top, and with the new VP,
the lab had an enthusiastic, charismatic on-site leader, as well as some very
capable directors, a bright, experienced and energetic workforce, and highly
visible technical challenges to stimulate a sense of urgency and focus for the
organization. .

Given the lack of integration between research and development, the vice
president’s approach was to create cross-functional teams comprised of research
scientists, development professionals, and technicians. Much of the literature
tends to suggest that creating effective teams is both a rational and linear process
(Gladstein, 1984; Hackman, 1987; Campion et al., 1993; Dyer, 1995; Mohrman
et al., 1995; Guzzo & Dickson, 1996). In this situation, however, while there
was an overlay of rationality, the reality of organizational change had to do
more with power, competition, personal agendas, and complexities driven by
individual and subcultural values. The following discussion explores some of
the complex human dynamics of this project, which was ongoing over a period
of eighteen months.

As the planned change effort got underway, the Ph.D. research scientists
resisted the shift toward the creation of teams of research and. development
personnel.- At the outset, members of this subculture valued their autonomy and
special status within the lab over the new vision of a flatter, “team-based
- organization. Their resistance was reinforced by the director of research, who
publicly supported the change toward.cross-functional teams, but privately
counseled his scientists to continue to work independently on unapproved
projects. The attitude of the director of research offers a figurative illustration
of Grendel’s mother: the team-based planned change effort was put in place on
top of this director’s fears and resistance, on the assumption that his resistance
would disappear in the face of a rational socio-technical intervention. However,
the ‘mother’ of the director’s fears, the dynamic of loss, was not effectively
dealt with. Or maybe it could not be dealt with; a harsh reality and consequence
of many organizational change efforts is a certain| “cadaver rate,”] i.e. the
elimination of those people whose values, attitudes, ahd behaviors™are deemed
not in the best interest of the change effort. In this case the director was asked
to leave, and he returned to college teaching with a generous severance package.

With the loss of their research director, issues among some of the Ph.D.
scientists continued to fester. The consultants were invited to meet with them
and facilitate their discussion, which led to a formal set of recommendations
for the vice president. The director of development and his managers, who
constituted another group resisting organizational change, were vocally critical

N .
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of the consultants’ “legitimating” this group by agreeing to listen to them. Other
organizational members, however, recognized and appreciated the message that
there would be forums for dissenting opinions. The consultants’ intent was to
model processes for creating order without control. In this instance, the direct
invitation to communicate concerns and recommendations to the vice president
enabled the scientists to surface and examine their fears, professional values,
and status needs. A series of ongoing structured dialogues gave the scientists
the degrees of freedoi to explore the potential of their role in these teams. The
scientists soon discovered that by giving up some autonomy there was more to
be gained in terms of increased depth and breadth of technical experience by
applying their skills through the cross-functional teams. They discovered new
ways of increasing the value and recognition of their contributions to improved
product performance, and they helped to further articulate the lab’s new guiding
principles. The slaying of Grendel’s mother in this situation came about by
listening to and, in a sense, disarming the scientists’ objections that were based
“on their perceived loss of status. The ‘glowing sword’ was discovered through

thie consultants’ discussions with the scientists about their status issue; this status

N frsistiaioi sttt B B,

issue (the sword) was then turned toward Grendel’s mother by enabling the
scientists to appreciate that their value-added contributions to the cross-
functional teams would actually enhance their status considerably. )
" Working with the development technicians offered a refreshing change. These
people had long chafed under the command style of their managers, and they
were more than ready for empowerment and change. When they were given
the opportunity to help identify new parameters for product performance, they
stepped forward in many proactive ways. They redefined their role and took
several initiatives to enhance the effectiveness and accuracy of their work in
order to meet the new standards and to increase their overall contributions to
the lab’s goals.

One of the biggest issues in this change process was centered around the
director of development and a few of the middle managers on the development
side. From the beginning of this change process, these few development middle
managers communicated their dissatisfaction and lack of support in both direct
and indirect ways. They found sympathy for their position with the director of
development, who later revealed his disappointment about not having been
offered the vice president position. At first there were open discussions of the
managers’ issues and concerns, but when it became apparent that the vice
president was not going to change direction, this small group of managers
became less vocal. One of the most serious mistakes in perception and judgment
made in this planned change project happened here. When the middle managers
became less vocal, the mistaken assumption was made that they had been
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a E:::% ‘would seem to be the only way to go. The directors and managers
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tional skills, and aczzm a .EmEEmR of ‘a retreat, 53\ vcono&?:w resisted
the oosmczm_:m efforts: to bring this _vmcm into the open. As noted earlier, the
absence. om an acceptance of oosm_o" increases wo_:_om_ behavior. It was quite
evident in azm situation that the %<o_ow5m=a director and his managers. used
m<oam=oo m:m corcom_ power to :namﬁé:w and cm:om_ the oo:mz:miv

~ had been allowed: to Eoom@m <<:~== ‘about six months of the

, IQE De SE 9.38 h&.::m Q\NQENQ:SEN Q&E%mv S : _. N_m

,::E:Zom 8 ovos oozcho:é m_m_om:am ,;08 imm a no_mﬂoa _mm_.E:m as Ea

nrw:mn wmqoz mocmE to E:oa:o@ %Eoo_.m:o lecision: B&csm in:the. HomB

,.oc:ﬁﬁ cﬁz_o this meant oSvoémanE for the lab technicians maa was
- embraced as long :mnama and overdue ormzmm it &Hooa% E:wmna:ma the @oimn

base Om the managers and ao<o_oanE 9329. Their reaction was a E@&Q»Em

, Eonmmmo in wo:nnm_ co:uﬁoa including more mmEamEmSmEm in all meetings.

<§§ rmﬁﬁozmm after En Qo<o_o_u5m2 &808_. called ﬁop. the vice president’s
B,ﬁm:m:o: %Bosmﬁmaa a real paradox in o_.mmENm:o:& life. Those involved
could sense the <@=mmm=_ msmﬂ of Grendel’s mother and then the gloating mmon En

~mutiny. The an<o_o_|.§n=n., Em:mmon.mmmcama that he had clearly mcnomnamm in’

. m::m_sm aois the vice E@m_awﬁ (Grendel’s 5059. took a So:Sv, While Em new

~ division Eom_aoa S mQ_orEEo: had m:oo_.:mmma case _uEEEm against. Eo Sow
o E@Zami created the opportunity for an open mutiny, what the mutineers did not

recognize is that Eow had violated the code o». traditional, conservative, hierarchi- :
-cal o_.mmENmnomm EEQ. holds that one cannot. owwzmzmo the authority of a
superior. There were consequences after the ao<0_ow5m=~ director called for the

ey

pvice Enmaoa s am_mzm:os the onmmENm:os took deliberate and careful actions

that momczma in the transfer of the development director and o:m,,ao<&o~uao=~ :
Em:mmﬁ _and the Emnzna R:RBwE of another amsw_o?sma Sm:me A E_&
nd fourth ‘development manager <o~==8:_< left Em ooB@m:% . ,, ,,
No one will know how this situation E_WE have m<o~<ma if the ormamo ?.oonmm
“mutiny,” the
new 95205 E@maaa called for the vice wn@m_moi s :wm_msmcos The generally
understood reason was that the two men were EooEvmch‘vgﬂomowEo&E.mza

mQ:v:S:% An even less charitable 5868628 is that the ?mwaoﬁ who

was related by marriage to the CEO, ‘had a self-serving mmmzam and the power
to bend the oorganization to his will. ZOmm of the other directors left- mronq
after the vice president departed. While a few of the SmSm were left intact,
9@% were more directly supervised 3 Bm:mmmawﬁ Some three wownm later, Em

.oosmc_SEm ‘were told that “the footprint” of this change effort remained;

however, as fewer and moina of the original o::u_ownom remain, there is _mwm .
voo__oosé memory of the experience.

.E:ocms a’ post hoc analysis of this consulting mx@m:msno mnﬁ&& examples
have been identified that _==m§_8 key dimensions of the paradigm wnomnsam
in E_m ?62

The Q.,Am c,\ ‘Chaos Theory: Creating Order as Opposed to Control

From the beginning, the vice president openly shared his desire to Qmmnn. Cross-
functional teams to resolve product performance problems, but there were no
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efforts to establish an integrated culture. In fact, he chose to take the lab “to
the edge of chaos” in order to create new opportunities for innovation. He was
quite open about valuing the different strengths of the research and development
groups, and he looked for and invited ways to empower the lab “associates,”
as he called the employees. With the involvement of his directors, the steering
committee, and consultants, he sought to create a guided but nonlinear approach
to planned change. Ironically, his efforts to create unity around a new mandate
without controlling the implementation process flew in the face of the
established culture and dynamics of -the lab, which was extremely command
and control oriented. The two examples discussed earlier, with the Ph.D.s and
the development technicians, illustrate how the change program successfully
used the order without control approach.

Diving Below the Surface to Learn Gritty Truths and Reckon with
" Grendel’s Mother

The consultants conducted experiential team-building sessions with each team
of research scientists and development technicians. This gave the consultants
an opportunity to directly observe the command-and-control style of the middle
managers, who were now assigned the job of team facilitators. In a follow-up
activity, the consultants met with each team without their team facilitator and
during these meetings, several teams identified serious problems with théir team
facilitators. These conversations touched directly on the mythic resonances of
,power_and control held by the development director and his managers that
underlay the strong established culture of this lab. Team members spoke quite
openly and frankly with the consultants about their frustrations and in a couple
of instances said they had been advised by the managers about what they should
and should not say to the consultants. While the consultants were successful in
getting at the gritty truth with the teams, there was a price to pay. Once the
consultants encroached on the managers’ territory and talked directly i#
team members, the battle with Grendel’s mother began in earnest.

As a pet project he could call his own, the lab HR manager decided to
organize the secretaries into a team with the added responsibility of sharing the
job of receptionist. Previously they worked independently and each was
secretary to one of the directors. The secretaries mouthed the ideology of change
bit their passive-aggressive behavior showed they were dead-set against it.
Hostilities on both sides (management and the secretaries) were growing, so
one of the consultants was asked to ‘get to the bottom of the problem.” The
gritty truths that emerged had to do with the loss of status and the complete
role ambiguity brought about by the creation of a team of interchangeable

[RS——
————
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secretaries. The secretaries wanted to return to their former arrangement of one
secretary per director and to be allowed to figure out the scheduling of the
receptionist’s duties. Interestingly, when the rest of the lab learned that the
secretaries had disbanded as a team, the secretaries were given a lot of grief
about not being able to be team players; they then decided to create a team
and named themselves the “Desk Jockeys.”

Assuming the Role of Beowulf — or Not

In the case of the secretaries, it was relatively easy to explore the nature of
the resistance that lay below the surface. However, this-was not at all the
situation with the director of development. During a team building session
with the vice president and his directors, one moment the group task was well
underway. The next moment the director of development grabbed all the

" materials the group was working with, moved alone to another table and began

to complete the project himself. While it was utterly astounding to the group
that he chose to take over and subvert the group process, it was even more
unbelievable that not a single one of his colleagues, including the vice
president and directors, said anything to him. As it turned out, his solution
failed, which heightened the tension in the situation. The consultants momen-
tarily considered confronting the issue and really going the full distance to
probe this man’s resentment and resistance; however, they lacked the requisite
courage in that very public forum to risk the hostility and embarrassment of
the only African-American in the group. The moment passed as though
nothing unusual had happened. Sometimes one chooses in the moment to stay
on the surface because the risks of doing otherwise seem unbearably high. In
fact, this incident was an early warning signal that major divisive resonances
were rumbling below the surface.

Over time it grew very clear that the R&D lab was embedded in an
organization that would not deal openly with conflict and power politics.
Under these circumstances, compounded by the arrival of the new president,
it became inevitable that events played out as they did. With the change in
residents, a realpolitik appraisal of the situation would have re-evaluated the
enhanced power base of those who resisted the change, weighed their real
capabilities to continue the resistance, explored if, in fact, there was a possible
course of action to proactively deal with the power dynamics .. .and then
concluded that there was no stopping Grendel’s mother. Here it was quite
clear that if Grendel’s mother could not be slain, there would be no lasting
organizational change.
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employee project within a 140-person food service department of a hospital.

In the mid-1990s the AFSCME Union threatened to refuse to sign the labor

. contract E:omm a third party consultant was _u_.o:mE in to bring about needed

changes in the line management and supervision. of the food service group.

The consultants were then brought on board to work with the food service

group, including managers, employees, and union Hoﬁomoimfom AZmE)Em m@

Brailsford 2001).
~ An initial survey of the food service employees: 8<mm_wm E&Q oo:EEEom-
tion problems with Bmsmmmmm and supervisors, along with high levels of stress

and low: oBEowom morale. From the hospital’s senior management perspective,

 there were. gozma&:osﬁ needs within the food. service group:

(1) To R,-ntEmwr a mission and vision, focusing on patient care, cost effec-

tiveness, and quality of services; and S
(2) To .overcome Rm_mnmsoo to change relating to quality and productivity
~BE.0<@E@=$

The primary oEmosSw of the project focused on empowerment of the Eo&%oﬂom

o to participate fully with management in the creation and maintenance of a work
. environment - that - was  conducive to healthy relationships and continuous

“improvement. The stated goal was increased service excellence. To further

clarify, the point was stressed that this intervention was a collaborative -

partnership involving the union, management, and employees. It was. :oﬁ a
“management-driven, efficiency-focused re-engineering project.”

At the outset, the nature of this intervention was very critical to its mooo?m:oo
by the food service employees. Attitudes toward management were so sour that
when the director of facilities tried to shape the project as a re-engineering
effort, the employees said, in effect, “Hell no, we won’t go.” The message
could not have been clearer: in this collaborative planned change. effort, the

pace (incremental vs. radical change) had to be adapted to fit the readiness of

individuals and groups to move forward into uncharted territory. As shown in

the R & D illustration, if organizational change is perceived as too threatening,

the dynamics of loss and vengeance (Grendel’s mother) are activated to cause
great disruptions and destruction.

A steering committee “was created to work with the consultants. The
committee included four food service employees, the acting director of the food
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service chF Em ro%:m_ E:oz @Bm_%i 5@ _.om_o:& AFSCME Union
director, and a. ro%_g ::Sm: resources representative. The steering noEB_swo :
reported: Rmc_ﬁ_w to the administrative: director of facilities services in the
hospital. The steering. committee mission was “to mEam supervise, and review’
the process of quality improvement through continued- employee, E:o: and
management collaborations and.team-based problem mo_S:m

The task teams, i:o: were _uE: around natural work groups oo:%zmmm of ,
food service oBEowoom cmo&:a 5@ primary <n§o_0m for onmmENm:osw_ change.
The employee task teams included groups of cooks, bakers, cafeteria cashiers,
dish room staff, porters, and the patient 5&\ line: oBEowmom While the food
service amvmn_.:mi as a whole Swﬁmmsﬁa a distinct m:@oczﬁo in the hospital,
within the ammmnama each of Eo above teams was a very distinctive subculture,
and there were many 58@3:@ .conflicts. The ‘managers of the food service
group comprised another team and there was ongoing developmental work with
this group. Supervisory skills training was tailored for the needs of the managers
and several were moved into other areas of the operation where they did not
directly supervise wmoEo. One manager, who was absolutely unable to adapt to-
the changes, was. offered early retirement and a good benefits package.

Over five years after the departure of the consultants and the departures and -
replacements of the food service director and director of facilities, this union,
management, and employee partnership maintains its commitment to continuous

improvement and service excellence. Union grievances filed against the food

service group had momw& at 42% of the total number filed by all unionized
service areas of the ro%:m_ before this planned change effort was undertaken.
That percentage of food service grievances has steadily dropped every year since
then to 11% in 2000. Another positive indicator was that in July 1999 the union -
ratified the new contract with a vote of 70%. This was notable for two reasons:
(1) many parts of the contract were actual “takeaways” which the hospital needed
due to the healthcare economic situation; and (2) the previous (1995) contract
did not pass the first time and barely passed the second time. . ,
Employee involvement to this degree in a planned change effort may cn

E:_m:& in_a union setting, and this hospital was fortunate to have the full

mE%oz of the AFSCME Union." Two- E_BmQ elements contributed to" the
success of this project:

(1) The need for ormzmo was clearly felt by m: memm (the union, management,
and employees).

(2) From: the. outset, the nature of this oo:mvonm?\o project ensured that the
approach would be realistic. Often employee involvement planned change
programs: simply - overlay an existing organizational structure with new
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cooperative responsibilities and dogma. Here, the employees made it clear
that a re-engineering effort with the attendant cultural changes would not
be acceptable, i.e. the planned change effort was never allowed to become
“managementcentric.” By virtue of its comprehensive nature, this union-
management-employee strategic planning partnership was able to create a
plan for a realistic jointly designed, jointly supported project that over time
did, in fact, significantly reconstruct the food service group.

Reflections on a Successful Project

This project provides a successful illustration of the use of chaos theory (order
without control) in a planned change program. The task teams were given the
freedom to go “to the edge of chaos” in this guided yet nonlinear change process.
Unlike the R&D lab, the food service group was able to create a holistic culture
that overarched and modulated the multiple subcultural forces. The new holo-
gram of cultural values and guiding principles was created through structured
dialogue processes with the steering committee, management, and the work
teams. There was no ‘managementcentric’ control. From a realpolitik perspec-
tive, those who had the power potentially to subvert the change process were
among the most positive participants. The dynamics of loss were suceessfully
managed, and the benefits of change were clearly understood. The steering
committee provided a well-paced, guided process (symbolic immortality quest)
that was accepted by management, the union, and the work teams. Years beyond
the time when either the consultants or the directors could take credit, this
department remains committed to ongoing continuous change.

FINAL THOUGHTS ,\QOMA\.
§

Almost fifteen years ago, Ray Stata of Analog Devices said the rate at which j/

organizations learn may become the only sustainable source of competitive
advantage (1989). In the years since, his statement has grown prophetic. The
importance of organizational learning is not just for stable times: it becomes even
more critical during implementation of planned change programs, when change
and learning may be happening at warp speed. Establishing order without control
as the underlying vehicle for creating lasting organizational change allows for
the evolution of innovation and builds on the premise of the learning organiza-
tion that stresses the importance of a non-hierarchical approach to shared lead-
ership and involvement (Goh, 1998). Furthermore, establishing order without
control is an essential way of facilitating organizational learning that allows for
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self-organizing (Pascale et al., 2000) toward new organizational structures and
processes.

Human beings are designed for learning (Senge, 1990), and organizational
change that incorporates the wisdom and learning capabilities of employees is
compatible with the nature and expectations of both the more highly educated

j,and the more street-wise constituencies of today’s workforce. People at all
Tmé_m of organizations have acquired attitudes of disenchantment, skepticism,
tor cynicism about the intentions and even the effectiveness of organizational
leaders. In this climate, there is less and less chance of change that is driven
top-down being successful, in part, because there is so much less mythology
around exceptional leaders who have the capability and credibility to marshal
the loyal troops and successfully implement planned change. In fact, corporate
responses to global competition and increased economic pressures have taught
the U.S. workforce — at all organizational levels — that it is naive to offer loyalty
to an-organization in exchange for security.
{{ While an organization may no longer be able to ask employees for loyalty,
| | since it can no longer guarantee security, an organization does need the com-
{ mitment of its workforce toward the principles, values, and vision of the
organization. Approaches to organizational change that work creatively with the
intellectual capital of organizational members offer an effective way to increase
organizational commitment (Senge, 1990). On the surface, this does not sound
much different from what Argyris wrote in 1970: that valid information, free
choice, and internal commitment are the cornerstones of successful change.
However, the diverse and skeptical nature of today’s pluralistic workforce and
the fragile contexts of both the U.S. and global economies have made the
implementation of planned change considerably more problematic. What remains
truer today than ever is that organizational flexibility and adaptability is critical
to organizational survival and competitiveness (see Argyris & Schon, 1996).

While the paradigm discussed here offers an approach to organizational
change that is compatible with the diverse and pluralistic nature of today’s
organizations and is in tune with the level of awareness of today’s workforce,
it does not necessarily guarantee lasting organizational change, which depends

._ on the nature and forces of resistance. It is also essential to slay Grendel’s
mother in order to create lasting change. This will mean casualties.
Implementing planned change is not for the faint-hearted: it requires courage
without illusions, and it may be a waste of time if the new vision cannot be
calibrated against existing assumptions, values, and power balances. Change
agents can play a valuable third party, ‘realpolitik’ role in helping organizational

leadership assess the mythic resonances of the organization as well as the
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